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[bookmark: _Toc216363939][bookmark: _Toc216384979]Introduction

[bookmark: _Hlk216363156]BrightWave Services Ltd, a medium-sized facilities management firm based in South Wales, employs approximately 350 staff across divisions such as building maintenance, cleaning, and workplace support. After experiencing rapid growth driven by public-sector contracts, the company now faces significant challenges in people management, such as a high staff turnover rate of 28%, low employee engagement, and inconsistent managerial performance.
This report assesses the skills and roles necessary for BrightWave’s managers to oversee performance effectively, examines the relevance of people management theories to its situation, critically analyses how organisational culture influences managerial practice, and offers evidence-based recommendations to improve management skills, performance systems, and organisational culture. The overall goal is to boost productivity, service quality, and profitability while aligning with clients’ expectations for fair work practices and social value.

[bookmark: _Toc216384980]1. The Responsibilities and Skills of Managers in Performance Management

At BrightWave, frontline and middle managers are essential in translating organisational strategy into daily operations. However, their effectiveness is limited by a lack of people-management skills and a predominantly task-focused culture.
[bookmark: _Toc216384981]1.1 Managerial Roles and Skills
Mintzberg (1973) outlined ten managerial roles divided into interpersonal, informational, and decisional categories. At BrightWave, supervisors mainly handle decisional and informational duties, such as scheduling, reporting, and ensuring compliance, while interpersonal roles like leadership, motivation, and liaison are underdeveloped. Successful people management requires balancing these areas.
Katz’s (1974) skills model - technical, human, and conceptual - highlights this imbalance at BrightWave. Managers are strong in technical skills (e.g., maintenance, cleaning) but lack the human skills necessary to motivate teams, communicate effectively, and provide feedback. The CIPD Profession Map (CIPD, 2023) supports this, emphasising the importance of people practice, employee engagement, and ethical decision-making.
[bookmark: _Toc216384982]1.2 Performance Management Responsibilities
Armstrong (2020) describes performance management as an ongoing process that aligns individual goals with organisational objectives through planning, monitoring, feedback, and development. At BrightWave, performance management tends to be reactive and compliance-focused rather than developmental. Supervisor reluctance to confront underperformance (“I don’t want the confrontation”) results in inconsistent practices, demotivates high performers, and reduces service quality.
Good performance management depends on key skills:
· Giving constructive feedback and communicating effectively - Managers should have open, two-way conversations and use feedback for development (London, 2014).
· Coaching and mentoring – Supporting staff growth through questioning and guidance rather than command-and-control supervision (Whitmore, 2017).
· Emotional intelligence (EI) - Goleman (1998) states that self-awareness, empathy, and relationship management are critical for leadership and effective performance management. Managers at BrightWave often lack this emotional understanding, which leads to avoiding conflicts and failing to recognise staff efforts.
· Using data for decision-making - Performance data should be analysed to spot patterns, training needs, and recognition opportunities rather than just tracking hours and costs.
[bookmark: _Toc216384983]1.3 Skills Gap and Development Needs in Management
BrightWave promotes managers based on technical skills rather than managerial potential, exemplifying the “Peter Principle” (Peter and Hull, 1969). This has led to inconsistent management abilities and low confidence in managing people. It is vital to develop supervisors into “people leaders” instead of mere “task overseers.”
The CIPD (2022) emphasises the importance of giving line managers soft skills - such as communication, empathy, coaching, and conflict resolution - as these are key to engagement and retention. Implementing a structured management development program focused on these skills will help BrightWave’s supervisors conduct performance reviews confidently, handle difficult conversations, and recognise staff contributions effectively.

[bookmark: _Toc216384984]2. Application of Theories and Models in People Management

Applying well-established management and motivation theories offers a valuable framework for understanding BrightWave’s challenges and developing effective solutions.
[bookmark: _Toc216384985]2.1 Theories of Motivation and Engagement
Maslow’s (1943) Hierarchy of Needs indicates that employees must satisfy basic physiological and safety needs before progressing to belonging, esteem, and self-actualisation. Many of BrightWave’s cleaning staff are in the lower tiers - low-paid, part-time, with limited job security or recognition. Without opportunities for advancement or regular feedback, higher-level needs remain unmet, resulting in low engagement and higher turnover.
Herzberg’s Two-Factor Theory (1959) separates hygiene factors (such as pay, conditions, and security) from motivators (achievement, recognition, growth). BrightWave mainly focuses on hygiene factors, providing basic employment conditions but overlooking intrinsic motivators. Introducing recognition programs and clear career paths could foster greater intrinsic motivation.
McGregor’s Theory X and Theory Y (1960) is also pertinent. BrightWave’s culture - described as “task-driven” and “numbers-first” - reflects a Theory X approach, assuming employees require close supervision. Shifting toward Theory Y, which sees employees as capable of self-direction and creativity, could promote empowerment, innovation, and trust.
Deci and Ryan’s Self-Determination Theory (2000) emphasises that motivation increases when autonomy, competence, and relatedness are supported. BrightWave’s rigid structure limits autonomy and does not sufficiently develop competence through training or feedback. Allowing staff and managers more decision-making authority could boost engagement and accountability.
[bookmark: _Toc216384986]2.2 Performance and Goal-Setting Theories
Locke and Latham’s Goal-Setting Theory (2002) states that specific, challenging, yet achievable goals improve performance, especially when paired with feedback. Currently, BrightWave’s goals are mostly output-focused - such as hours cleaned or tasks finished - rather than developmental. Reformulating objectives to include service quality, teamwork, and learning outcomes aligned with client expectations would enhance motivation and clarity.
Armstrong’s (2020) Performance Management Cycle provides a comprehensive process involving planning, acting, monitoring, and reviewing. Implementing this model would require managers to engage in ongoing discussions, integrating performance conversations into daily management rather than limiting them to annual reviews.
[bookmark: _Toc216384987]2.3 Leadership and Management Frameworks
Hersey and Blanchard’s Situational Leadership Model (1988) recommends adjusting leadership style based on employee maturity. Many BrightWave managers employ a directive “telling” style, effective for new or inexperienced staff but potentially demotivating for seasoned employees seeking autonomy. Training managers in situational leadership could help balance guidance with support and empowerment.
Goleman’s (2000) Six Leadership Styles (coercive, authoritative, affiliative, democratic, pacesetting, coaching) offer additional insights. BrightWave’s culture appears oriented toward coercive and pacesetting styles, emphasising results and compliance. Incorporating affiliative, democratic, and coaching styles could improve trust, teamwork, and employee development.
Ulrich’s (1997) HR Business Partner model highlights the critical role of line managers in shaping employee experience. Providing managers with HR literacy - understanding fairness, equality, and wellbeing - will align people management practices more closely with organisational objectives.



[bookmark: _Toc216384988]3. The impact of organisational culture on how people are managed

Organisational culture significantly influences behaviour, communication, and management practices.
[bookmark: _Toc216384989]3.1 Diagnosing BrightWave' s Culture
Applying Schein's (2010) three levels of culture - artefacts, espoused values, and underlying assumptions - BrightWave' s cultural characteristics are:
• Artefacts: Focus on efficiency, cost management, and performance measures.
• Espoused values: “Reliable and cost-effective service.”
• Underlying assumptions: Productivity relies on control and compliance, not trust and empowerment.
This disconnect between stated values and employee experience, marked by low recognition and poor communication, leads to cynicism and disengagement.
According to Handy's (1993) typology, BrightWave shows traits of a Role Culture - hierarchical, rules-focused, and resistant to change. Though this structure supports consistent compliance, it limits innovation and cross-department collaboration, with staff often “sticking to their part of the job.”
The Competing Values Framework (Cameron & Quinn, 2011) also places BrightWave in the “Hierarchy” quadrant, characterised by formal procedures and efficiency. To meet client demands for social value and fair work, BrightWave needs to shift towards a “Clan” culture that prioritises teamwork, participation, and employee growth.
[bookmark: _Toc216384990]3.2 Cultural Influences on People Management
This culture influences people management in several ways:
· Performance discussions are avoided due to fears of conflict and lack of psychological safety.
· Recognition is infrequent because the culture favours output over effort.
· Development opportunities are limited, with training viewed as a cost rather than an investment.
· Communication flows top-down, restricting feedback and innovation from frontline staff.
· Employee engagement declines as staff see management as detached and procedural.
The senior leader recognised the need for Brightwave to “become a people-centred business,” a cultural shift requiring strong leadership, visible actions, and clear communication of core values.

[bookmark: _Toc216384991]4. Recommendations

To resolve these issues, BrightWave should adopt a multi-tiered strategy that enhances managerial skills, performance management, and organisational culture.
[bookmark: _Toc216384992]4.1 Improve Managerial Skills
1. Develop a comprehensive Management Training Program:
· Create training modules on communication, coaching, emotional intelligence, and performance discussions.
· Offer blended learning options such as workshops, e-learning, and mentoring to support remote teams.
· Incorporate reflective and peer learning activities.
· Measure effectiveness via 360-degree feedback and employee engagement surveys.
2. Create a system for coaching and mentoring.
· Pair inexperienced managers with senior mentors to boost confidence.
· Promote a coaching approach based on the GROW model (Whitmore, 2017).
3. Revise the criteria for recruitment and promotion.
· Incorporate behavioural competencies like empathy, teamwork, and adaptability for supervisory roles.
· Avoid promotions based solely on technical skills.
[bookmark: _Toc216384993]4.2 Establish a Formal Performance Management System
1. Implement Armstrong’s Continuous Performance Method Model:
· Set clear goals aligned with organisational and client objectives.
· Conduct quarterly one-on-one reviews to discuss progress, development, and well-being.
· Provide ongoing feedback to recognise achievements and address issues early.
2. Train Managers to Provide Constructive Feedback:
· Use evidence-based tools such as the SBI Model (Situation–Behaviour–Impact).
· Balance corrective comments with positive recognition.
3. Establish Recognition and Reward Systems:
· Introduce low-cost recognition initiatives (e.g., “Employee of the Month,” thank-you notes, peer nominations).
· Tie recognition to core values such as teamwork, reliability, and innovation.
[bookmark: _Toc216384994]4.3 Foster an Organisational culture centred on people.
1. Coordinate and drive a Program to transform the organisational culture.
· Apply Lewin’s (1951) model of Unfreeze–Change–Refreeze to shift norms gradually.
· Unfreeze: Communicate the reasons for change, emphasising client expectations and turnover costs.
· Change: Involve staff in defining new core values like trust, collaboration, and respect.
· Refreeze: Embed these values through policies, recognition, and leadership actions.
2. Senior Leaders as Role Models:
· Demonstrate openness, empathy, and visibility.
· Conduct regular site visits and listening sessions to foster trust.
3. Promote Employee Voice and Engagement:
· Create staff forums or “BrightWave Voice” panels for feedback.
· Act openly on survey feedback to build trust.

4. Create career advancement pathways:
· Offer clear advancement routes and promote internal opportunities.
· Launch leadership apprenticeships or NVQs for cleaning and maintenance staff.
[bookmark: _Toc216384995]4.4 Align People Management with Business Outcomes
Positioning people management as a strategic investment, as highlighted by CIPD (2023), links high employee engagement with better service quality, reduced turnover, and increased client satisfaction.
BrightWave should monitor key indicators:
· Staff turnover and absence rates
· Engagement survey scores
· Client satisfaction and contract renewal rates
· Productivity and profitability metrics
By demonstrating tangible ROI, BrightWave can enhance its competitive edge and meet public-sector expectations for fair work and social value.

[bookmark: _Toc216384996]4. Conclusion

BrightWave Services Ltd faces notable challenges due to limited managerial skills, a culture focused on efficiency, and weak performance management systems. Effective management of people involves not only technical knowledge but also strong interpersonal, emotional, and coaching abilities. Using frameworks such as Herzberg’s motivation factors, McGregor’s Theory Y, and Schein’s cultural model, it becomes clear that shifting from a control-based approach to a collaborative one is necessary.
Enhancing managerial development, adopting ongoing performance management, and fostering an inclusive leadership style will reshape the organisational culture, boost employee engagement, improve service quality, and increase retention. Ultimately, adopting a people-centred approach is crucial for BrightWave’s sustained productivity, profitability, and reputation within the facilities management industry.
[bookmark: _Toc216384997]
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